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DDI received 12 copies of the MAG
Annual Report, Copies were given to each
Office Director (8 copies), one to Management
Staff, and one to CGAS at 6 September's
Executive Council Meeting, Mr. Proctor
has one copy in the Management Committee
files and the one attached for the MAG file,
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9 August 1974

MEMORANDUM FOR: Deputy Director for Intelligence
Deputy Director for Management § Services
Deputy Director for Operations
Deputy Director for Science § Technology

SUBJECT: MAG Annual Report 1973-1974

1. On 6 August I met with the Management Advisory
Group to review its 1973-1974 Annual Report. Several
activities described therein are worthy of calling to
your attention. Please distribute this report to your
offices heads as you wish. Sufficient copies are attached
to accomplish this.

2. During my meeting with MAG we discussed very
briefly its relationship with the Directorate MAG's. At
your convenience, I would welcome a short status report
(written or oral) on your MAG's.

W. E. Colby
Director

Info Copies:
‘ - DDCI
- D/DCI/IC
- D/DCI/NIO
- GC '

- IG
- Asst/DCI
4- MAG
- Comptroller
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Exequtive Registry,

5 July 1974

MEMORANDUM FOR: Director of Central Intelligence

SUBJECT : Activities of the Management
Advisory Group, June 1973 - May 1974

1. The activities of the Management Advisory

7Y Sy D o
/

Group (MAG) during the past twelve months are summarized

in this annual report.

2. Administratively, MAG continued with monthly
business and dinner meetings. 1In addition, monthly
meetings were held with the DCI where MAG provided,
at his request, recommendations and comments on
several topics. Senior Agency officials continued
to speak at the dinner meetings, and, for the first
time, the guest speaker at one dinner meeting was

from outside the Agency. That speaker was Dr. Ray (line,

then Director of INR, State Department. The fresh
perspective offered by a guest from outside the Agency,
but within the intelligence community, made this a
particular desirable innovation. The speakers in
order of appearance were: Messrs. Proctor, Nelson,
Brownman, Evans, and Gen. Walters; also Messrs. Cline,
Critchfield, Iams, Carver, Duckett, and Gen. Graham.

3. In September MAG held a three-day business
session | MAG members found this session
particularIly rewarding, from both a business and
personal standpoint. The MAG paper on personnel
approaches (included as Tab J), considered by most
members to be the most significant paper of the
year, was developed during this meeting.
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4. During the year, consideration was given to
changing MAG's affiliation from the Executive
Secretariat to either the Inspector General or the
Secretary of the Management Committee. However, after
discussions with the parties involved, the present
arrangement was determined to be preferable and will
be continued.

5. Most importantly, MAG prepared a number of
papers during the twelve-month period identifying or
responding to problems or potential problems in the
Agency and offering recommendations for improvement.
Summaries of these papers, including any actions
taken by management in response to our recommendations,
are given below:

A. Recommendation for CIA Policy State-
ment on Wives of CIA Employees Stationed Abroad.
MAG recommended that a policy statement be issued
to provide station chiefs and overseas employees
with guidance on the question of the relationship,
obligations, and duties of wives of CIA personnel
abroad. The recommendation was considered by Agency
management to deal with a 'mon-problem'" and, therefore,
was not approved. (Tab A)

B. Policies and Procedures in Separate
Components Applicable Elsewhere. In the previous
annual report, MAG presented information on a number
of management policies and procedures found to be
particularly effective by various components within
the Agency. The Office of Personnel added to this
compilation, and the Director suggested, at the time,
that these techniques be publicized. This information
was not published, and MAG again, during this twelve-
month period, provided the Director with a summary of
particularly effective techniques and again asked that

ADMINISTRATIVE - INTERNAL USE ONLY
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they be publicized. The Director concurred in this
request and suggested that an "exhibit'" of these
techniques be prepared. A two-day symposium was
held on 9-10 April 1974 on personnel practices,

and further efforts are underway. (Tab B)

C. Summation of Excess Personnel Data.
MAG reviewed directorate data on personnel considered
to be excess at the time of the March 1973 excess
exercise to determine if there was bias against
personnel detached from their parent components. MAG
did note apparent bias against some personnel assigned
to other components and suggested a review of the
policy of selecting personnel for these assignments.
Concurrently, an employee appealed the excess action,
charging bias because of assignment status. DDM§S
reviewed the facts and, as a result, Assign-
ment Policy, was revised.

D. Request for Increased Recognition of
GSA Employees. MAG urged that management encourage
programs which would recognize the importance of
GSA employees to the Agency. Increased recognition
would properly express the Agency's appreciation,
have a positive effect on the morale of GSA employees,
and contribute to the efficiency of the GSA work force.

MAG's suggestion that the Agency publish its appreciation

for GSA's work was not carried out. However, MAG's
recommendations did result in an open house for GSA
employees and the dissemination of positive information

about GSA employees to Agency support officers. (Tab ()

E. Directorate Management. In response
to the DCI's query as to what relationships should
exist between the DCI and directorate MAGs, we
recommended against any formal liaison or coordination
requirements between the groups and urged that each
be recognized as independent in its own right. (Tab 1)
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F. Maternity and Paternity Leave. 1In
response to a letter trom an Agency employee, MAG
recommended the wider dissemination of information
on maternity leave. Concurrently and unknown to MAG,
Agency regulations were being rewritten to liberali:ze
the administration of maternity leave in line with
federal practice. The revised regulations have since
been published. MAG did not endorse other recommendations
in the letter concerning paternity leave or maternity
leave for adoption. (Tab E)

G. Vacancy Procedures: A Suggestion.
It was brought to MAG's attention that some employees
received no feedback after applying for a vacancy.
MAG, therefore, recommended that there be a formal
requirement to provide written notification to all
of the applicants for a position when the vacancy is
filled. Management approved and implemented this
suggestion. (Tab F)

. H. Agency Sponsored Charter Bus Service.
The title of this MAG recommendation implied that
the Agency fund and organize charter bus service for
large concentrations of Agency employees. However,
our intent was to merely obtain Agency assistance in
identifying these concentrations so that the employees
themselves could organize charter bus service to
their areas of residence. Specifically, we requested
Agency assistance with a questionnaire and computer
support to identify these employee concentrations.
However, Agency participation in this idea has been
judged infeasible for legal and security reasons. (Tab ()

I. The Program Call Process: Need for
Reappraisal. MAG felt that Program Call was not
meeting 1ts intended purpose of being an effective
management improvement tool and recommended an appraisal

ADMINISTRATIVE E LY
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of the entire process. MAG stressed that the data
demanded of components below the directorate level
was too detailed, and the manpower cost to provide
the data was excessive. It urged a reappraisal aimed
toward achieving greater selectivity in collecting
data from the components and greater flexibility for
the components in providing the data. Although
Agency management felt that the proposal was too
general, it did, in fact, indicate an intention to
overhaul the Program Call process. (Tab H)

J. Centralized Courier and Pouch Facilities.

MAG pointed out to the Director that numerous studies
and suggestions recommending the consolidation of
courier and pouch facilities within the Agency had been
made, all without result. We, therefore, recommended
that he personally interest himself in this matter and
encourage such consolidation. He did so, and the
Management Committee 1s directing efforts to

centralize these services. (Tab I)

K. Recommendations on Agency Personnel
Management. MAG made 18 specific recommendations
on Agency personnel management practices to the
Personnel Approaches Study Group which was developing
an overall Agency policy on the subject. MAG cited
the premises upon which the recommendations were based
and noted that some of the recommendations were already
practiced by some components but should be implemented
throughout. Our inputs, as well as those from
directorate-level MAG's contributed to the 'New
Approaches to Personnel Management" enunciated by the
Director in his Employee Bulletin of 1 April 1974,
(Tab J)

L. Survey of Suggestion and Invention
Awards Program. MAG conducted a limited survey of the
suggestion and invention awards programs, stressing
both the strengths and weaknesses in the program.

ADMINISTRA
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It concluded that although the program seems to be
fairly administered, it is impossible to quantify its
value. MAG stressed that the program's ultimate success
depends largely upon support from top and middle
management. The survey was thought by management to

be of such value that it was summarized and published

as an employee bulletin in December 1973. (Tab K)

M. "Feedback" as a Mechanism for the
Evaluation of Agency Performance. MAG made several
recommendations for the use of feedback data as a
measure of Agency performance. Management rejected
the first of these recommendations, the establishment
of the Publications Source Survey program on a
community-wide basis, since it was thought to conflict
with the Key Intelligence Question Evaluation Process
(KEP), then being formulated. Decisions on the
remainder of the recommendations, which involved
creating a mechanism for obtaining feedback on
"actionable" reporting and greater participation
by NIO's and analysts in planning and evaluating
collection projects, have been deferred by management
until a later date. (Tab L)

N. Steps to Encourage Car Pools. To
facilitate the formation of car pools, MAG recommended
that the Office of Personnel be authorized to release,
under adequate security procedures and on individual-
request basis, the names of all persons living within
a given ZIP code or telephone exchange area. MAG
felt that greater access to this information would
be particularly beneficial to those living in remote
areas not shown on the car pool locator boards.
Although the recommendation to make available the
names of potential car pool members was rejected on
security and "invasion of privacy'" grounds, car pool
locator boards covering a larger geographic area will
be installed. (Tab M)

ADMINISTRATIVE - INTERNAL USE ONLY
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0. New Procedures for Evaluating Research
Proposals. MAG recommended modifications to the
contract proposal and review process to improve its
effectiveness. It criticized the process for not
focusing on the specifics of a research proposal,
thereby contributing to needlessly long negotiations
and causing ambiguities about what the proposal will
do. These modifications involved the use of four
specific criteria which could be used for screening
research proposals and for auditing the results of
research that is funded. These modifications are
now being considered by management. (Tab N)

P. Comments on the Director's Los Angeles
World Affairs Council Speech. MAG recommended that
the speech be given wide distribution to all employees
at Headquarters and overseas and that a covering
memo present some of the Director's thoughts on
'""going public.'" MAG also suggested that the Director
post, perhaps on the DCI bulletin board, a list of all
organizations and persons who visit and tour Headquarter's
components and include his plans for future exposure.
The Director indicated that he would consider
implementing these suggestions. (Tab 0)

7
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12 June 1973

MEMORANDUM FOR: ZIxecutive Secretary, : ‘ -
~ o CIA Management Committee S

SUBJECT : Recommendation for CIA Policy .
. S Statement on Wives of CIA Employees
 Stationed Abroad ,

‘1. It is MAG's judgment that CIA should issue
“a policy statement on the role of the wives (or
husbands) of CIA employees stationed abroad simila
~in substance to the Joint Department of Sbate/Aoency
for Internztional Development/United States Information
Agency policy statement on this subject igssuved in
January 1872 as Department of State Alrorgm A*?ZS
(copy attached).

_ " 2. The recommendation for an Agency}%olicy'

- ‘statement is not the result of a MAG study or record

- of instances indicating any abuses by CIA Station
Chiefs in this axrea. Nevertheless, MAG sees utility
“in an Agency initiative to provide guidance to COS's
and overseas employees on the question of the relation-—
ship, obligations, and duties of wives of CIA

personnel abroad. ‘ '

MANAGEMENT ADVISORY GROUD:

- Attachment

. : A Caer e S . AR -
[P I ) - e

. ' P C #
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13 June 1973

MEMORANDUM FOR:- Executive Secretary
CIA Management Committee

FROM :  Management Advisory Group

SUBJECT : Policies and Procedures in Separate
Components Applicable Elsewhere

REFERENCES : A. Memo for Mr. Colby fr OP, dtd -

.21 Feb 73, same subject

B. Memo for ExDir-Compt fr HAG, dtd
13 bec 72, same subject

1. Referenca A from the Office of Personnel outlined
additional practices in separate components which might
have applicability elsewhere, MAG agrees that the Office
of Personnel is the logical "clearing house" for identifica-
tion, review, and sharing of personnel-related information
on successful management techniques developed by the various
components of the Agency. MAG further heartily endorses
Mr. Colby's instruction to the Office of Personnel to “gen-
erate some action" to publicize those innovations which have
proven to be effective and woxrthwhile. ‘

2. The mechanical compilation of viable management
policies and procedures (References A, B, and the remainder
of this memorandum), however, will be a feckless exercise nokt
warranting the time and effort required unless some sort of
vehicle (verbal, written, or a combination thereof) to make
them known to all managers is developed., It is realized that
the establishment of an effective and continuing means of
communicating these ideas is, perforce, a tall order, but one
which is necessary 1f disparate parts of the Agency are to
benefit from the experimentation of other components.

Approved For Release 2005/11/23 CIA- RDPSOBO1495R000900010002 3
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3. The following paragraphs contain a few additional
olicies and procedures which have come to MAG's attention-
ince References A and B were prepared and are forwarded as
n addendum to thess memoranda. Once again for your conven-—
ence, the contributions have bheen grouped undex the cate-
cries of orxientation, communications, personnml pTanniﬁg
~d Zevelopment, evaluation, and utilization of junicxr officers.
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The consolidation of parts of the earlier mermoranda and these
paragraphs into a package for distribution to Agency managerxr
would be a good beginning (but only a beginning) in communi-
cating these ideas. - : :

L

4. Orientation

A. OSI has several methods of guiding a new analyst.
He meets with the Director of 0SI upon entrance on duty and
again after three years to discuss his problems and future in
the office, New professionals of GS-11 rank and below are as-
signed a "big brather" who not only introduces him to. certain
Agency facilities and services, but also reports monthly for
nine months to the OSI personnel officer on how well the new
employee is settling in. Any major problems with the new em—
ployee are called to the attention of the Diresctor of 0OSI
through this mechanism. : P -t

B. Additionally, OSI utilizes a form listing various
Agency briefings and familiarization tours (such as an NPIC tour)
which is sent to a new analyst's division as a reminder +o his.
supervisor that he should be sent to appropriate ones. Further-—
more, each division and the production staff brief groups of new
analysts so that thay can become familiar with the overall respon-—
sibilities of the office. " To acquaint OSI divisions with new emn—
ployees, 0SI issues a short blography on recent arrivals. '

5. Communications

A. OSR has issued a directory -- sized and folded to fit
into the Agency phone book. This directory allows for easy access
to the division or analyst within OSR who may have the answers to
guestions posed by personnel within and without OSR. 0CT and OER -
have similar listings of personnel and offices which lead to easy
access to those who may have the expertise required to answer
specific guestions.

B. OSI has established a biwveekly office newsletter
which contains substantive and administrative information con-
caerning the past two weeks, upcoming events of interest, and
editorials from the division chiefs. Every other week, a calendar
alone is issued listing the significant events for the coming waek.

C. OSI has a yearly awards program with the entire Offic:
in attendance in the auditorium. Awards are given and the -
Director speaks on any topic he feels of interest to the Officae
or the chiefs may choose to discuss their activities for +he past
vear. On occasion, selected analysts have spokan on matters which
they deemed to be of interest to the entire Office.

Approved For Release 2005/11/23 : CIA-RDP80B01495R000900010002-3
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6. Personnel Planning and Developmant

0SI has issued notices and regulations covering the
role of the career service panel, promotions, evaluzations of
performance, and recognition of superior performance. The
caraer service panel includes +wo nembers—-at-large (as opposed
to each division and staff chief) who serve for two years; they
are picked from GS-1ls through GS-14s.

7. Evaluation

0sI }equires each supervisor preparing fitness reports
to hold a mid-point discussion with the analyst being reviewed.
Strengths and weaknasses are discussed by the supervisor, and the
reviewee is expected to air his complaints and problems at that

-time. This has proven to be an excellent mechanism for opening the.
‘lines of communications between the employee and the supervisor.

A memo of the conversation is prepared by the reviewsr, shown to
the reviewee, and then placed in 0SI personnel records.

t

8. Utilization of Junior Officers ' a o

A. The Office of Security also has a Management Advisory |

consisting of young careerists, grade GS-11 or balow, who have
been with the Office of Sacurity for at least one year. It is
chaired by the Deputy Director of Security with its objective --
"to obtain management input and advice from our vounger careerists.

B. The Office of Communications'! Administrative Review

panel, | | 25x1

proved TO DT & WOLCOWOLLIE CXample of urilization of Jjunior officers

Membership was voluntary and divided among the operations, tech- b
1ical and telecommunications staffs, excluding supervisory B
personnel. Its purposs was to open lines of communications be-—
tween the station administration and the remzinder of the staff

-

L with the workload.
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11 July 1973

MEMORANDUM FOR : Executive Secretary, CIA
Management Committee

FROM : Management Advisory Group
SUBJECT : Increased Recognition of GSA
Employees :

) 1. A MAG inquiry into the Agency's relations with the General
Services Administration (GSA) has resulted in the conclusion that
working arrangements and coordination on day-to-day matters are
excellent. However, in some areas the Agency could take action to
assist GSA in building and méintaining a.work force which would be
more efficient and, consequently, more highly regarded and appreciéted.
Specifically, the Agency could encourage its personnel to give proper
recognition to the GSA work units and, in particular, to the custodial
force. For example, the Agency could issue employee bulletins which
point out how each Agency employee can help to make the custodial
forces' job juét a bit easier. This action alone might signal to the
GSA work force that indeed, '"Somebody does care;"

2. The Agency and GSA should continue to explore possible
programs which might cause the GSA.émployees to feel more appreciated
by their CIA tehants. For example, an open house for GSA employees

and their families seems a simple, inexpensive gesture which could

have a positive impact on the morale of GSA employees. There are
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similar ideas that both Agency and GSA officials have considered
which have not been implemented for one reason or another; they
should be reviewed and, if they remain valid, should be reconsidered.
3. MAG believes that Agency management should actively encourage
any programs which could assist GSA in accomplishing its mission. It
appears that, as an initial move, publication of the Agency's concern
and appreciation for the job GSA is doing would be appropriate. 'From
there, additional programs should be explored which could result in -

an improved working environment for both Agency and GSA employees.

Approved For Release 2005/11/23 : CIAZRDP80B01495R000900010002-3
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24 July 1673 !

§ i

o

MEMORANDUM FOR: Exscutive Secrstary, CIA Managsmen
Committae

SUBJECT : Directorate Managesment Croups

1. The Managament Advisory Group has heen asked to
cornment on ths relationship which should exist bztween tha' MAG
and the recenily formed Dirsctorats management groupa,

Z. The MAG recognizes the Directorate management
groups as sovaraign bodies., They exist independently of ths
MAG, and presumably will ba rssponsive to ths nseds of their
componsnia and the guidance of their respective Deputy Direc-

?tors,

3. The MAG members, individually and as a committee
will attermnpt to respond positively to any request for advice or
cooperation from the Directorate managemaent grouvps. Howsverw,
the MAG is reluctant at pressent to’ suggest ‘any formal lmlscm or

coordination requiramaeants, 3

4, The MAG understanda that former MAG membars may
serve initially with the Directorate management gr ups. Informal
relations between the MAG and the other managemeant groups
‘develop naturally if this practics is followsd. Tha "viAG wu’ con-
tinue to monitor the developmaent of relations betwssn the groups,

F2

and axaf have sorma additional suggestions to offer in the futurs.

<

MANAGEMENT AD“‘ ISORY CGROUPR
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14 August 1973

NOTE FOR: Director Central Intelligence
FROM :  Management Advisory Group (MAG)
SUBJECT : Maternity and Paternity Leave

1. The attached memorandum was sent to MAG for consideration.
Upon investigation it was determined that the central issue was
whether a person adopting a child or a man whose wife was having
a child should be able to use sick leave, as is the case for women
who are pregnant. MAG was informed by the Office of Personnel that
the Agency's rules in this matter are in conformity with Civil
Service regulations. '

2. The writer of the memorandum offers three recommendations

- in paragraph five of his submission. A majority of the MAG does

not endorse recommendations a and b. Recommendation c, however,

s endorsed by MAG. We believe that this could best be accomplished
through an Employee Bulletin on the subject or as part of the Office
of Medical Services "Newsletter."

3. We are forwarding this memorandum for your information.
MAG plans no further action on the subject.

ADMINISTRATIVE - INTERNAL USE ONLY
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26 June 1973

MEMORANDUM FOR: The Management Advisory Group

SUBJECT : Maternity and Paternity ILeave

1. I would like to call to your attention some in-
equalities with regard to the Agency's policies on maternity
and paternity leave. The problem came to my attention
because of my recent, personal experience arising from my
adoption of a foreign child.

2. Confusion exists over the Agency's maternity leave
policy. For example, most women believe they must go on
maternity leave at the end of the seven and one-half months
of pregnancy. The Agency does permit a woman to work longer
in certain instances, if the doctor advises it is not in-
jurious to her or the baby. This option is not well known
and in fact, women are rarely told that it exists.

3. Eligibility for maternity leave is defined in
terms of capacity (or incapacitation) for work. Taken in
strictly medical terms, this automatically eliminates a man
from receiving paternity leave. Such a fixation on bio-
logical criteria alone is, I suggest, a form of discrimin-
ation which is out of date with the current government
emphasis on equality of the sexes. There are many forms of
incapacitation. Certainly a husband can become incapacitated
for work, worrying over the care his other children are
receiving while his wife is in the hospital.

4. Under the current regulation, a woman who is
adopting a child is not eligible for maternity leave,
because there is no biological incapacitation. Again the
phrase incapacitation is defined in the narrowest of terms,
to the point where in fact it becomes a form of discrimination.

5. I suggest that the whole policy of maternity/
paternity leave be re-examined, that the Agency not hide
behind narrow and somewhat antiquated bureaucratic inter-
pretations, and that CIA streamline its maternity/paternity
policy along the following lines:

Asproved For Relgas 2008117  CHBRRADTR}gpposuo0tocoz



o ADMINISTRATIVE - INTERNAI, USE ONLY
" Approved For Relggse 2005/11/23 : CIA-RDP80B01495R0Qg800010002-3

a. Men be granted paternity leave in cases where
their wives are having natural childbirth, or
in cases where an adoption is involved.

b. That women adopting children be given the same
right to maternity leave as women having
natural children.

C. That the confusion over maternity leave be cleared
up. More specifically that pregnant women be
told that they have the option to work longer
than seven and one-half months of their pregnancy.

6. I hope that the Management Advisory Group will
find snough merit in the problem to consider it,
it on to the appropriate committece.
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14 August 1973

MEMORANDUM FOR: Director Central Intelligence
FROM :  Management Advisory Group (MAG)

SUBJECT ¢ Vacancy Procedures: A Suggestion

1. It has been brought to MAG's attention that some employees
have received no feedback after applying for a vacancy, in effect
Teaving them in a state of 1imbo. The problem appears to be a
breakdown in the Agency's normal procedures. MAG understands that
on Agency-wide vacancy notices the 0ffice of Personnel is supposed
to notify all applicants or their personnel officers when the posi-
tion is filled. A similar procedure is supposed to operate within
the Directorates on intra-Directorates vacancies.

2. Adequate feedback is an essential ingredient of good manage-
ment and good personnel relations. To insure that this occurs con-
cerning vacancy applications, MAG recommends that once a vacancy
has been filled, the Office of Personnel or the appropriate office
within a Directorate have the formal requirement to provide written
notification to all the applicants for a position that it no longer
exists. This could be done by a simple form Tetter which would be
sent automatically to the applicants.

3. If you believe that this suggestion has merit, you might
wish to forward it to the Office of Personnel and the Directorate
personnel officers for action.

ADMINISTRATIVE - INTERNAL USE ONLY
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MEMORANDUM FOR: Director Central Intelligence
FROM : Management Advisory Group (MAG)

SUBJECT  : Vacancy Procedures: A Suggestion

1. It has been brought to MAG's attention that some employees
have received no feedback after applying for a vacancy, in effect
Teaving them in a state of Timbo. The problem appears to be a
breakdown in the Agency's normal procedures. MAG understands that
on Agency-wide vacancy notices the 0ffice of Personnel fis supposed
to notify all applicants or . their personnel officers when the posi-
tion is filled. A similar procedure is supposed to operate within
.the Directorates on intra-Directorates vacancies. ,

Y2, Adequate feedback is an essential ingredient of good manage-
ment and good personnel relations. To insure that this occurs con-
cerning vacancy applications, MAG recommends that once a vacancy

has been filled, the Office of Personnel or the appropriate office
within a Directorate have the formal requirement to provide written
notification to all the applicants for a position that it no longer
exists. This could he done by a simple form letter which would be
sent automatically to the applicants. :

3. If you believe that this suggestion has merit, you might

wish to forward it to the Office of Personnel and the Directorate
paersonnel officers for action.
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20 fygust 1973

MEMORANDUM FOR:  Mr. Colby . - . ‘ i

SUBJECT -+ Agency Sponsored Charter Bus Service

~1. It has been suggasted to MAG that managemant should give
serious consideration to the establishment of a charter bus sarvice
for-Agency employees, Efficientiy operated bus service couid heip
alleviate the problems of parking, tardiness, traffic congestion,
the energy crisis and air pollution.

2. Unfortunately regular bus service to the Agency 1is poor,
requiring some people to make several transters, involving long
circuitous routes in many cases, and with no sayvice available

Jin all too many areas.

3. There are numerous communities in the metropolitan area
wWnere targe numbers of Agency employees reside. These areas coyld
be identified by means of a questionnaire dnd computer support.

Charter bus service would be directed at these locations.

of Security give priority to preparing a plan for the creation o
charter bus service,

4. MAG recommends that the Office of Logistics and the OFf

THE MANAGEMENT ADVISORY GROUP
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22 August 1973

H

MEMORANDUM TFOR: Mr. Colby

SUBJECT. : 'The Program Call Process:
for Reappraisal

Uz
W
o
2

MAG has surveyed Program Call (as a process, not juﬁt a
dOCLmant) and concluded it isn't living up to 1La promise as
a managenent improvement tool. In partkculah, 1IAG believes
far too much manpower is devoted to reporting requiremants
in a detail unnecessary for effective management. MAG
believes this is an appropriate time for a fresh look at
the entire process.

1. At the beginning of F¥-73, departing from Lhe
previous Ex-Dir's approach of withholling a sizeable po\Li
of the funds for contingencies, the Bx-Dir distributed all
of the Congressionally approved funds to the DD's. Con»Lstent
with this decentralized management pllTOuop vy, line managers
performance is now to be measured gaxnau spacific objectives.
Proyram Call, however appears to remain, conceptually and in
practico, a remnaut of the former cenbtralized approach undear
the Ex-Dir. ELxcessive amounts of information are being
collected to permit O/Pﬁﬁ to scrutinize componenits below
directorate level.

'

2. Obviously, effective ma:
of auvthority reguires a scrutjﬂy of
echaelon components, -Howaver, incraas
have made this a burdensome task for man
volumz of generatced paper ¢ge
components often marely go
qnmﬁ". MAG believes the el
recording these data drains
beyond the necessitil
that efforts expandad
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3. Within certain components the real pl ot
offort is separated from the business of fulfilling the Program
Call reportlng reguirements. MAG 1s unable to sort sincere
nroblems from mere excuses in regard to arguments fox separate
planning processaes, Some ar;”e,_for ewarmple, that the schzdule
of Program Call is inappropriate to actual decision-making;
others refer to the nezed for rapid ard pzrsonazl interaction
hetween managenment levels in reaching planning decisions.

In short, there is strong cvidence that committing all componen
without exception to Program Call has resulted in a stalerate.
MAG believes that it is important for each directorate staff

to start meaningful dialogues with line componants to understan:
and isolate the important factors on which managament decisions
ara based. .

19

A. The "Mana gamant by Oojoctlvcs Performance
sasuremant approach has been recently added to the Program
all procass. The basic concept of management by objectivas -
is attractive, desplte concern over how to measure periormance
by guantitative in chatova. The present approach is to make
a guantitative measurement of parformance against the annual
list of oojoct*ves at the end of the vear. In many types of
work, both in government and industry, this i1s more than
gsufficient. But in the intelligence business priorities are
altered, often covernigh*+, by world events, shifts in political,
align m»nts, collection breakthroughs, etc.. For soma component:
herefore, a meaningful measure of parformance would seem to bs
rating of theilr ability to react successfully to a crisis,
or to 2 major shift in priorities. Yet the current system,
consisting only of a fixed set of objectives, seems to imply
that a manager who reallocates resources away ifrom fixad
objectives to meet a new situation will lower his parfcrman

1

i

I

-

o3
I‘

score. o , : - -
5. It dces sesm evident that componants requiring

great flexibility to reallccate resources can plan with less

confidence than stable componants. But by what secems a

parados, DDO area divisions, which gensrally are recognized

by MAG as reguiring considerable operational flexibility,

also genarate the largest volume of papar for Program Call

and for tha closely related project rezort gysten. For exanple

FE Division's repocting load forx last vear amounted to 31

man-years (estinated by NMPS), of which seven man~years ware

reguired to respond to tha Program Call documant.  MAGC wonders

wny large amounts of nanpower shou L2 spent cataloging

such detall when esi: ~es would avpear to suilice. MAG

cdoasn' i undarstana wi he nezd fov operational flemibility

(primarily in tha DO nould not splire loss repoThing,

oy IOT2.
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6. TFurthermore, perxformance evaluation bacomes
ciouded wnen measured against existing objectives. Since
formal requirements are not removed short of the annual
Program Call, an action unit presumably remains resporsible
for their fulvlllﬁent regardless of how many ad hoc reqguiramoants
‘hizve been levied during the year. A major effort must he
rade to review and overhaul past objectives if the lanagsament
by Objective Performance Msasureman: approaci is going to
vork. The Program Call Process probably should begin with
a wide ca ﬁqgss of future consumsr requirements and ba backed
by a sensitive input from action units regarding thair own
future needs. MAG believes that performance evaluation must
involve three factors: tangible results measurad against a
valid objective, the costs to achieve thoss particular rasults,
and the degree to which results meet consumsr requirements.

xecommendations’

In brief; MAG recommends a reappraisal of the. rogram
Call Process in its broadest managemsnt ssnss. In the spirit |
of 1norov1ng management effectiveness while re cing resources

A3

au
erpended in reporting, the reappraisal snould be directed
tovard greater selectivity in the collection of data from
different components, and greater flexibility in the mathods
parmitted to those components in providing data. :

Management Advisory Group
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MEMORANDUM FOR: Director of Central Intelligence
FROM : Management Advisory Group

SUBJECT : Centralized Courier and Pouch Facilities

1. The Agency courier and pouch facilities are a
decentralized and compartmented conglomeration of services
and resources. Since 1962 three major studies and two
Employee Suggestions have recommended, with one exception,
consolidation of the various couricr systems as a cost sav-
ing measure., The single exception argued for decentralized
scrvice based on the need for security compartmentation. In
spite of the time and effort spent studying this issue, and
the similarity in the conclusions and recommendations reached,
no implementing action has been taken. Still, it would seen
that with appropriate courier clearances and wrapping proce-
dures, all classifications and catcgories of materials could
. be transmitted within a centralized courier and pouch system
without violating either security or the ''need to know" prin-
ciple.

2.  The Information Systems Analysis Staff, DDMES is
currently conducting yet another study of this problem. MAG
recommends that you express a personal interest in this issue
and encourage the adoption of procedural and policy changes
requisite to establishing a centralized courier and pouch
service.

Pl gl
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12 October 1973

MUMORANDUM FOR:  The Personnel Approaches Study Group

FROM : The Managenent Advisory Group
SUBJECT ¢ MAG Recommendations on Agency Personnel

Management

The Management Advisory Group recommendations outlined
below are presented for the consideration of the Personnel
Approaches Study Group in framing its analysis of Agency
personnel management. MAG is aware that some of the proce-
dures recommended are already practiced in some components;
they are included because MAG believes they should be imple-
mented throughout the Agency. Tor the sake of brevity, we
have not included background arguments or the detailed
rationales which underlie specific recommendations, but we
would be happy to discuss them if requested to dao so.

The premises listed describe MAG's points of departure
in the preparvation of its recommendations. They are TCpro-
duced here because we believe then to be inportant in their
own right. : ‘

PREMISES

1. Resource constraints will require the Agency
to operate with fewer people.

%

2. The Agency is and must remain mission-oriented;
nolicies must

therefore, personnel management 1
e Agency

2

i
reflect and support rather than driv
programs.

3. DMission requlirements are continuously changing
and increasing in complexity.

4. Top management is committed to change.

A great many Agency problems and a majority of
morale problems result €rom poor supervisory
performance.

[#a]

6. The Agency is losing too many desirable and
productive employecs.
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7. Orderly sopdrd1101 of marginal employees is a

necessary part of pcrsonnel managenent. Although
Agency repuidtLons provide the basis for such

a process, they have yet to be implemented in

any consistent Agency-wide fashion.

8. Awoucy bureaucratic processes have grown to the
point where they inhibit fulfillment of the Ag gency's
nission and are a detriment to morale and CEJLLILICY.

RLCOWWJND TIONS

1. Establish one Career Service for eac1 Dmregtoratc
and one for the DCI.

2. Create a Career Service Tor all G5-16s znd above.

5. Create a Carcer Pancl system along functional lines
within each Carcer Service.

4. ACTLVL]Y cxercise the Director's prerogative to
select~out marginel performers. One function of
the Cn?cex Panels should be the ranking of employees
and the identification of marginal perrormers.

5. Expand. and make more effective out- -placement services
to oncouxdg, the resignation of marginal employees

and to facilitate carly retirement.

6. Eliminate the concept of a liqi
period followed by career statu
to the tenure syndronme,

ted probationary
s because it leads

7. Require formal supervisory tra aining for all pro-
fessional employees,

8. Establish specific criteria against which each
supervisor will be evaluated in a separate section

of his Fitness Reports,

9. Require periodic formal reve
supervisors to obtain JUOO]dlnd
a supervisor's performance. Thi
1th1dLLy on an experimental Dbas
ponents.
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10.

11.

12,

14.

16.

18,

31081

Expand the number of specific, high-grade slots
throughout the Agency for promoting individuals
who possess vital, non-supervisory ‘skills.

Greatly expand the number of rotational assignments

- - - - < - ’
preferably outside home offices, for promising officers
at all levels. . '

Abolish the group-hiring aspect of the Career Train-
ing Program and hire new employees against specific
openings.

Establish an intra-Agency information bank on per-
sonnel where supervisors with jobs to fill can look
for candidates. Recommend that a search of this
bank be a fivst step in tilling vacancies.

Create a number of one-year fellowships which will
bring outside talents into the Agency as a means

of providing Agency cmployees with access to special
skills and fresh ocutlooks from academia, industry,
and other Goverament agencies.

LExpand sabbatical programs which will place selected
Agency employees in academic and professional posi-
tions outside the Agency.

Use the MBO process for the carly identification of
marginal programs and skills so that affected employees
can be retrained and assigned clsewhero.

Encourage a One-Agency attitude by assigning not less
than 30 employees per year from each Dircectorate to
related functional arcas in other Directorates for
not less than one week.

Require that Directors and Office Heads mect periodi-

cally with groups of employees at all levels within
their components.

MANAGEMENT ADVISORY GROUP
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FROM : Management Advisory Group
SUBJECT ~ ¢ CIA Suggestion and Invention Awards Program

1. MAG has conducted a limited survey of the CIA-
Suggestion and Invention Awards Program. Interest in this
‘subject arose as a result of individual expressions of concern
over the effectiveness of a program whose fundamental purpose
is to "promote efficiency in Government operations." A number
of pertinent points emerged from the survey.

Strengths and Weakness in the Progranm

2. The Suggestion and Invention Awards Program is a useful
instrument of.change. It draws enployee attention to the need
for new ways of doing old things. It encourages expervimentation.
It attempts to draw on the ideas of *hose persons who otherwise
might remain silent or go unheard.

3. The Suggestion Progran provides an independent channel
of communications and forces attention and possible action where
it otherwise might not occur. This is particularly trus in cases
where the impact of an idea Crosses command lines. ‘

4. Management displays an ambivalent attitude toward the
program. Som2 managers are enthusiastic supporters amd users of —
the system; others are vocally opposed to it.

5. The cost of the program is determined in terms of awards
paid out and the amount of funds expended on full time staff
support, The cost of evaluation goes unmeasured. This point
is a major argument of the denigrators. :
6. The absence of an appeal system lecaves ¢
open to eriticism from participants. The lack of
argument for such a feature does little fo calin t

he progran
a clear
he waters.,

A 2

' o
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Criticisms . .

7. Considering the divergence of views toward the Sug-
gestion Program a high level of criticism of the program is
to be expected. Two are worthy of particular note. Of first
concern is the effect of the program on management-employvee
relations. The present evaluation process tends to extend over
a fairly lengthy period of time - 60 days at best with one to
two years a frequent occurvence., . In spite of frequent feed-
back comnmunications by the Executive Secretary, the use of the
form letter expedicut causes some suggesters to be c¢ritical of
the system. Declined suggestions are often viewed as being
either misunderstood or the victim of "politics." Evaluators
tend to view the program as an infringement on their authority,
a reflection of their ability and an attempt to interfere with
the operation of their activity. At best, it is too often
viewed as an imposition on their already crowded schedule of
work. Some mamagers view the program as a low priority activity
of marginal benefit. : :

8. A second important criticism is of the evaluation

.procedure. Busy line evaluators too often fail to take the time

to consider and articulate a decline fully. At the same time,
acceptances too frequently are cxpressed in unquantified terms and
are thus further delayed when returned for further documenta-
tion. JIn either case, the program and its participants suffer.

If a suggestion is offered then declined, it must be for good

and sufficient reason, one which the suggester can accept at

face value. If it is accepted, it should be accepted and

promptly implemented,

Conclusions

: 9. It is MAG's conclusion that the importance of the
Suggestion and Invention Awards Program to the Agency is a
value judgment. " Theve is no precise or quantifiable method
of arriving at such a conclusion. MAG does believe that the
program is falrly and ambitiously administered by the Sug-
gestion Awards Comaittee and the Executive Scceretary. Their
ability to further improve the Program depends almost exclus-
ively upon the degree of top and middleline management support
they receive,

Attachment:
Background on the CIA Suggestion and Invention Awards Program
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Attachnment

&

CIA Suggestion and Invention Awards
Program

BACKGROUND

1. The official purpose of the CIA Suggestion and Invention
Awards Program is to "promote efficiency in Government operations."
The ability to measure program. effectivencss accurately against
a broadly stated goal is limited a2t best and perhaps explains why
there is a marked divergence of attitudes toward the present pro-~
gram. The program is bascd on the hypothesis that a formal SYs-
tem of paid awards will increase the quantity and quality of sug-
gestions and inventions forthcoming from employees. Whether one
subscribes to the concept of the suggestion program or not it
does serve as an instrument of change. The very ideca of encourag-
ing employees to think of new methods and ways of doing the job
supporits the ongoing nced to, induce change in the bureaucracy.

If£ it were to serve no other purpose this factor alone gives the
program mevit. ' :

Z. Management attitude is all importent. Some supervisors
feel that the employee is pald to think and make suggestions as
part of his job. If his suggestions are good, the individual
should expect career enhancement and promotion as sufficient
award. . On the other hand, when an employee has an idea not
closely related to his job or one with which his supervisor
may not be in sympathy it is difficult and too frequently .
impossible to obtain a fair evaluation. Employees who use the
suggestion system are often viewed with suspicion by their super-
visor who may feel that the employeec is "selling" ideas which
otherwise might be withheld. Such nmixed attitudes are a reality
and cannot be easily countered. Strong management support for
the progvam is indispensable and a continuing educational progran
1s essential if the program is to function at even a minimum
level.

3. In looking at suggestion systems operated both in
Government and industry one finds two methods of evaluation
in use - line and staff. In the former, a suggestion 1is

evaluated within the chain of command usually at the inple-
menting level, The theory underlying this approach is that

o e
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the potential implementer is best qualified to evaluate the
idea and after all is the one person who must accept the change
involved. The staff method uses an independent evaluator assuming
greater objectivity toward change and a lack of impingement

on the line manager's limited time. The Agency uses the line
organization or implementer approach as an expedient to avoid
position staffing problems and in recognition of the merit of
involving the implementer. One of the penalities of using the
line organization is the compétition between the evaluator's
primary job demands and suggestion evaluation duties. Private
industry experience reveals line evaluation requires twice the
time for processing a suggestion or 90 days versus 45 days on
the average. Data are not available to show whether an inverse
relationship exists in the implementation phase, ;

the Agency System

4. Suggestions ave forwarded to the Lxecutive Secretary
of the Suggestion Award Committee. (SAC). Iach one is revicwed
for eligibility and either rejected or forwarded to the prospec-
tive implementing component(s) for evaluation, If declined a
formal reply is sent through the Directorate Committee Member
of Office Head to the Executive Secretary. The Executive Sec-
retary may accept the declination and advise the suggestor or
he may protest to the evaluator if the. rejection is found
wanting. Under the present system the Executive Secretary
exercises final judgment on declinations. The Executive Sec-
retary may also refer the suggestion to additional components
or to other Agcencies. If the sugpestion is potentially patent-
able, it will be referrcd to the CIA Patents Board. There is
no formal provision for appeal by the suggestor. The SAC does
not receive reports on or become involved in rejected sugges-
tions except at the discretion of the Executive Secretary. At
one point in the Agency's history the SAC did review rejections
but found thers were toe few decision changes to warrant the
time required for the task. Accepted suggestions are returned
to the Executive decretary who in coordination with the imple-
menting office determines the extent of tangible and intangible
first year savings. A recomuendation is made to the SAC con-
cerning acceptance and recommended avards.  During the entire
process the Executive Secretary keeps the suggestor informed
concerning the status of the suggestion,

2
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5. Membership on the SAC is approved by the Director and
consists of onc representative from each Directorate. The
committee is chaired by either the Director or Deputy Director
of Personnel. Technical advisors are appointed and called to
assist the committce as needed. The SAC devotes its efforts
to validating or amending the recommendations of the Executive
secretarvy concerning awards for approved suggestions. The
Lxecutive Secrctary works closely with Suggestion Awards per-
sonnel in the Civil Service Commission, other Government agencies
and with private industry through the National Association of
Suggestion Systems (NASS). Through his cfforts the SAC is able
to keep abreast of developments in Government and private industry,

Suggestion Program Accomplishments

6. FY-1973 was the most active year in the history of
the Agency Suggestion Program with 545 suggestions processed,.
Some 193 cases were approved with awards totalling $38,285.
This amount is 62% highexr than FY-1972 and 26% higher than the
previous record year. Approximately 85% of the total suggestions
received were ruled eligible for evaluation; 42% were eventually
adopted. The Covernment-wide rate for adoption is 25-26%. The
average cash award was §219 as compaced to the Government average
of $83. The highest single award granted was for S6000 dividad
equally between three¢ co-sugoesters. First year tangible sav-
ings for all suggestions amounted to $378,840; intangible benefits
were estimated at $404,900 for a total of $783,740 in total sav-
ings and benefits. In comparison to other Suggestion Programs,
the Agency had a very good year. Yet, assuming that each sug-
gestion was submitted by a separate individual (not a good
assumption) fewer than pL Agency employees participated in
the progranm, :

‘

Approved For Release 2005/11/23 : CIA-RDP80B01495R000900010002-3

ADMINISTRATIVE - FNTERNAL USE ONLY



Approved @Release 2005/11/23 : CIA-RDP80B0 ™#&5R000900010002-3

Approved For Release 2005/11/23 : CIA-RDP80B01495R000900010002-3



VPR -
N B A 4

Approved Fét%w%'&%&% YBs3: cmm&éoﬂﬁggﬁwﬁom 00023

10 G
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. Management Advisory Group (ﬂAG) ‘ , -

npeadback’ as a Mechanism for the
Evaluation of Agency Performance

N
.

Wy
y
i
(@]
]

P v Lot

1. MAG recently completed a 1imited review of the -
various. formal and informal mechanisms used by consumers ta = .
provide the Agency with feaedback on the usefulness of Agency ~

intelligence reporting.. During this review, we identified
certain problems and possible solutions which we believe have -
a direct bearing on your current interest in feedback as a = -
nechanism for. the evaluation of Agency performance.. These
problem areas and possible solutions are summarized in this
memorandum. L SR T : . =¥

i

o b -

2 We believe current feedback mechanisms are deficient - .

_ . , . S PRI
a. There is a need for more formal, direct, and = )
specific feedback from ultimate CONSUNETS to the - '
5 collectors -and producers of finished and actionable
intelligence. Some informal feedback existc. but it
- is deficient in that it does not necessarily represent
the views of the ultimate consumer noT does it lend -
itself to formal analysis. L -

: b. Inadequate use is being made of available - -~ 7«
feedback data, perticularly Publications Source Survey '
(PSS) data, in assessing the actual and relative effsc- -
tiveness of the various collection methods znd programs
directed against the same geographic OT functional  targets.

c. There is a need for greats

r participaticn by
consumers in the forward planning of collection activities,
particularly in +he human collection area, &s & means
of improving requirements and tasking (one forxm of Zeed- )
back) while concurrently developing a betier understanding,
on the part of consumers, of the limitations of the wvarilous

collection methods.
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d. Increased use should be made of feedback for the
identification of marginal collection programs z '
efforts. . ‘

3. While we believe that your current efforts in the
establishment of the National Intelligence Officer (NIOQ)
program and management by objectives (MBO) may alleviats some
of these problems, there are other courses of action which nay
contribute not only to the solution of these praoblems but zlso
1o your desire to establish mechanisnms for the evalvation of
Agency performance. Specifically, we believe the following

options are worthy of your consideration: . o :

—i o

By
EN
>
N

_ a. The PSS program should be established on a
community-wide basis. The PSS presently provides Agency
collectors with an assessment of the usefulness of their:

- intelligence reporting; and, at least within the-DDO,

- it is used as one indication of the actual and relative -

. effectiveness of particular collection programs. If e s

. compiled on a community basis, ‘this data could alse =~ - -
~serve as a measure of the effectiveness of Agency collec-
tion programs vis-a-vis the rest of the community. . -

% b. "A program similar to the PSS should be established

. for actionable reporting, particularly such reporting by
the DDO. At present, less than 7 percent of DDO reporting

.4is used in the most important finished intelligence publi-
cations; and, by informal estimates, the amount of DDO ,

- reporting which is directed towards actionable items rather
-than national intelligence needs is something near 50 per-
~cent and increasing. It is essential, then, that specifica

- “direct feedback on the usefulness of this reporting be -
made by the recipients of this reporting. Just as the PSS
assesses the contribution made by a report to the finished
intelligence product, this proposed program would assess the
~contribution made by a report to the action £inally taken.

¢. The concept of the NIO structure shounld be -
expanded to cover actionable reportinz as well as finished
intelligence. While the concept of actionable reporting
has particular application to the DDO, equivalent re-
porting occurs in the SIGINT and recomnaissance areas as

well. . _ 2

2
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a. NTIO's and analysts should participate, personally

directl in the nlanning and evaluation of collection
and directly, 11 T g d tLon collset
projects, including human collection projects. n thi

; s IR s

manner, we believe more speciiic and ryle%anznrequgzi_

ments and tasking will result as well as Detter under

standineg of the limitations of the varieus collection
& - )

methods.

e. Feedback in.the form of PSS data, fee
NIQ's, and MBO should all be_usedﬁln a con?ert
to identify marginal collectilon efforts and pr I
As a result of this effort, we would anticlpate the ..
designation of certain countries and targets against YQ*?ﬁ*
collection -efforts will be discontinued, an@ the identifi~
cation of considerable community-leval requirements and(
tasking which are no longer valid. 3 IR

.4.'.if you desire, we would welcome the opportunity to

meet with you, or appropriate staffrofficers,.to»discuss‘thls
orandum in greater detail. . : e
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MEMORANDUM FOR: The Director

SUBJECT: - Steps to Encourage Car Pools

1. ‘The MAG recommends that you exploit current

concern with fuel restrictions to try again to encourage car - -

pools arnong Agency employees. Ths pluses and minuses of
car pools are clear to most employees, but in current cir- -
curmstances the pluses might usefully be restated in an Agency-
wide bulletin. ‘

2. The map and locator card system on the first
floor has proven to be a2 less than perfcct system, primarily
because it does not identify Ageuncy employeces whose homes
are proximate to an individual seeking to es tablish a car pool.
(Nox should such information be displayed in cur halls.) Such
an individual must await the decision of ancther employee to
participate in the map/locator systern and is not able to use his
powevrs of persuasion to seek out potential g poolers because he
does not know who they are. Nonetheless, a reminder on the
existence and purpose of the mapﬂoca’cor system is proba ‘uly
in order.

3. PBut we believe that the prerequisite for expansion
of car pools among employees will be access to information on
what employees live close enough togsether to make a car pool
worthwhile. This is particularly true for employzes living in
more remote aveas not shown on existing car pool locator
maps. In any case, we suggest that the Office of Personnel be
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I

authorized to release, under adequate secxlrity"'pz:ocedxw.rés
and on an individual basis, the names of all persons living
“within a given ZIP code or telephone exchange area. It is’
our understanding from personnel of the Statistical Reporting
Branch, Control Division, Office of Personnel, that such
information is included in current computer runs and could
essily be made avallable with minor reforming of the runs.

4. We suggest that an individual, not a committee,
be appointed to work ocut the details as quickly as feasible,

L~

THE MANAGEMENT ADVISORY GROUP
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MEMORANDUM FOR: Director of Central Intelilicgence

New Procedurss for Bvaluatin
Rasearch Proposals

)

SUBJECT

Introduction

. 1. Should the Agency spend $4,844,763 for the
University of VWisconsin to do "an applied system
study of world climate variation in relation tc Fobd
production?” Should we give Professor Jacoby of M.I.T..
$600,000 to develop a world energy model? These kinds

- Of proposals -- of which there are dozens. every vear -—-—

ceach suggest sponsoring develovment of a technigue to
estimate nunbars we want to know, from data we o know
or are willing to assumes.

_ 2. The review process for each proposal is some-
times complicated. A DDI analyst may, for examdle,
suggest that a research contractor should be hired to

The analyst can then either ask the

do something
Office of Re

. 2 he

search and Development (ORD) to pay for the
venture, or o e

£

request DDI funds. In either case,

. cers upward through layvers of ranagemant
until one dirvectorate ultimately pavs or says no.
%l?e;natively, high—-level nmanagemant in tha DDS&T can
initiate a proposal which may then be reviewed Ly DDI
officers. There is no single channel for all pProposals,.
and there need not be. .

D

3. Usually the right people see angd comment on
each proposal, but often no onz ever learns what the
cantractor will do, or how his work will Fa evaluated.
;p‘part}cula{, the agency paid Youghly §30,000 for the
Unzvgrsmty of Wi 221n to write a proposal on fora~
casting food sn ies. Now any of several officers

i
0y

Q

1]

e

'v’ r’/'): L; ,)....“
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in the DDI ard the DDS&T can encourags or discourage

spanding five million dollars as the prozosal raecommends.
4, To dobermine vhat the university woald do

with the worncey, one reads on page 40 ¢ the proposal

thhat "...the primary aim of this proposzl 15 to be able

to predict the world's food suﬁol).-.” thiat co=s this

nean? Will we get forecasts of each country‘s grain

andg. l’VﬂStOC" outputs? Apparently noL, since on page 2Q

we learn that the-"climaue/Lood system" will be "dis-—
aggregated no farther than is absolutely necessary to
obtain a good simulator of its merforrapcu. This means
that disaggregation in the Cllmate/Lo od Slwulatqr to be
developed will stop well before the level of chloro-
plast physiology, even well before the levels of
1ndlv1dual crop dents and individual fields."

5. If,the Climate/Food Simulatoxr WLlT not predict
‘grain production, then what will it do? What pollc1es '
will the study evaluate? The answer may well be that
the ‘study will be a systematic interdisciplinary effort
to solve vital nutritional problems bearing on naticnal
security. What nutritional problems? This sort of
guestion/answer gamea can continue through endless meetings
and memoranda, and perhaps never be resolv '

6. 'The game continues because we sz2ldom ask
right cuesstions. By asking for research plans, p
and objectives, we elicit meaningless generalitie

Recommeandations

7. Slight modifications of the contract
and review process could greatly improve luS =
The Agﬂncy officers who rlrst advccate funding
should be asked to:

A

a. Prevare a table of variables In nc more than
ten pages, this table would summarize what the pro-
posad research would accon 01"Sh. 0r exa2mpla, rathex
than saying that a study's primary ail 0 pradict
tha world's food supply, one could sa

stLdy will predict for the next four
series on Soviet grain production found on page 323

oo

. Y
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of the National FEconomv of the USSR, 1972. If

this prediction is Eo be linked to policy variablas
sucn az the US price suznorh = 1TSS TAC wihoat
production, then the volicy variables should also
be identified precisely.

b. Soecify a benchmark against which the new
estimating technicus will De comnared. Anvone can
forecast, so the chief rescarch vroblem is to develaop
a technique that works bettar than known methods.
The managerial problem is to determine whether
additional accuracy is worth the cost.

Banchmarks usually estt or can bes established
inexpensively. In the ahove example, the University
of Wisconsin method can ba compared to the current
Age ncy ﬂethod fox DredlCLng Soviet grain production.

c. Specify the o;rformapce criteria by which the
naw estlnat g technigue will be judgsd. Givan =a
new tecnn q and a bcnchmara, how will we determnine
which one is bﬁst° This is a dLTIWCLTt quastion,
and one that deserves attention bef ore we spend-
money to develop a method T

d. Identify the Agency customers whom the new
method would serve. Potentizl customers snould be
told exactly what the method will do, and how i+t
will be compared with alternative apprcaches. In
particular, many customers want to know somathing
about food and the weather. But who cares about
Zamoian production of sustenance units? If soma-
one does care, why should he believe a Univarsity
of Wiscousin forecast basad parcly on’ an extrapolation
0of tree ring diameters? ‘ -

Summaxry
e e gt S
8 Tha four na ~q <] utlinad abovae 115 7
. Thea fouz ﬂslor questions cutlinad above could k=
usad in two ways, first for screening raseawch proposals,
- - e _
R . N L T - T
and then for auditing resulis of rasearch we Fund. In
~ - 5 — - N
any audit we should expect to find reszarch efforts
th:"‘ F -]’Dd b::x o —’9 ¥ T e ey e TV —v b ey + ~ -
12T Tailla Decause a contra O simply could not davigs
a batter method to do a cortain task.
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9. But when we find a technigque that has been
developed but never used, we should ask why. Did we
ever understand what the contractor would do? Did we
determine which customers would use the technique's
results? This sort of audit would help greatly in
planning future research programs.

MAG
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21 May 1974

[

MEMORANDUM FOR: Director, Central Intelligence Agency

SUBJECT : Comments on the Director's Los Angeles
World Affairs Council Speech

1. MAG's general reaction to this address is entirely
favorable. We find the address tc be a clear statement of
the Director's views on the nature of an intelligence agency
in an open society. MAG believes statements like this will
enhance the Agency's image to all employees. With this in
mind, MAG recommends that full benefit be derived from this
statement by giving it wide distribution to all employees at
Headquarters and overseas. Additionally, MAG recommends
that a cover memo accompany the address, presenting some of
the Director's thoughts, previously shared with MAG, on
"going public'.

2. MAG's view of the Director's, "Openness reinforcing
unease in the Agency', is as varied as the degrees of open-
ness contemplated. Some sense the Director should keep all
employees posted as to the form and extent of copenness in
practice; for instance, prominently posting a list of all
organizations and persons receiving "tours" and plans for
future exposure. Other MAG members sense the Agency has
demonstrated a capability to steer clear of problems in the
past and that this capability will guide the Agency through

this new era of "openness'. Others sense indifference to
the whole issue.
, 3. MAG will be prepared to discuss this further with
the Director at the monthly DCI/MAG meeting in May.

MAG
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